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In this Brief we are presenting our views concerning major issues 
which face the National Museums of Canada and its programmes today. 
Specifically, we are responding to the themes. of the Task Force Discussion 
Guide which was circulated to the Canadian museum community. 


However, the Brief goes beyond the Guide to describe the essential 
federal role in support of the national heritage and the part that NMC 
plays and should play in fulfilling a federal responsibility. It 
identifies the heritage roles to which NMC is particularly suited, and 
recommends areas which NMC could address more fully in order to realize 
its potential as a national institution. 


The Brief also describes the effects of operating a museological 
system in the federal government environment, and recommends changes to 


eliminate the constraints which result. 


Finally, it discusses a range of 


possible organizational structures with their attendant disadvantages and 
advantages, since this appears to be an area of special concern for the 


Task» Boneer. 


Since the format of this brief does not coincide exactly with that of 
the Task Force Discussion Guide, numerical footnotes make cross-references 
to the questions in the Guide. 


2. THE NATIONAL MUSEUMS OF CANADA: BACKGROUND 
2-1 Essential Definitions 


In Annex III of the Discussion Guide the Task Force defined the 
“National Museums of Canada Corporation", or "the Corporation” as “the 
central organization which controls and services the four National Museums 
and administers the National Programmes." In this brief the word 
“Corporation” is used not as the Task Force defines it but as the National 
Museums Act defines it. In the Act the "Corporation" and “the National 
Museums of Canada" are synonymous. 


As well, this brief refers to the seven major organizational units of 
the NMC: 


- the National Gallery of Canada (NGC), including the Canadian 
Museum of Contemporary Photography 


- the National Museum of Man (NMM), including the Canadian War 
Museum (CWM) 


- the National Museum of Natural Sciences (NMNS) 


- the National Museum of Science and Technology (NMST), including 
the National Aviation Museum (NAM) and the Agricultural Technology 
branch gallery 


- National Programmes, comprising the Canadian Conservation 
Institute (CCI), the Canadian Heritage Information Network (CHIN), 
the International Programme (IP), the Mobile Exhibits Programme 
(MEP), and the Museum Assistance Programmes (MAP) 


- Corporate Services, comprising common museum services (library, 
publishing, security) and common managerial support services 
(policy and planning, information, accommodation, finance, 
administration, and personnel) 


- Corporate Management, comprising the Board and the Office of the 
Secretary-General and, audit and evaluation functions. 


The first four of these are frequently referred to collectively as the 
four National Museums. 


2.2 History of the National Museums of Canada 


The National Museums of Canada is a relatively young institution. It 
was created in 1968 as a Crown corporation by the National Museums Act. 


However, its component museums have long histories and traditions. 
The National Museum of Man and the National Museum of Natural Sciences 
evolved from the research and collection activities of the Geological 
Survey of Canada, founded in 1842. Both the National Gallery of Canada 
and the Canadian War Museum, now a division of the National Museum of Man, 
date from 1880. 
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Although the National Museum of Science and Technology was created 
only in 1968, it became the custodian of several existing federal 
collections, some of which dated to the beginning of the century. One of 


these was the National Aeronautical Collection, now housed in the National 
Aviation Museum. 


The creation of the National Museums of Canada in 1968 brought 
together the four discrete museums within a single Crown corporation to 
fulfill one major aim of the government: to make the products of nature 
and the works of man accessible to all Canadians, no matter where they may 
live. The new Corporation, with pooled resources, greater visibility and 
enhanced cooperation, was one of the means whereby this aim would be 
realised. 


In 1972 there was a major expansion when the Secretary of State, the 
Honorable Gérard Pelletier, announced the National Museum Policy. The 
major thrust of the new Policy was decentralization and democratization of 
the national cultural and scientific heritage, by encouraging both 
outreach by the four national museums throughout the country and federal 
Support to non-federal museums across Canada. Pelletier stated at the 
time that it was an attempt to “erase the traditional notion of stagnancy 
that comes to mind when one hears the word 'museum' and instead try to 
envisage a modern and dynamic instrument of initiation to culture." 


The Policy led to the creation of a new organizational unit within 
the NMC, called National Programmes. An initial budget of $9.5 million 
was allocated to administer them and to contribute to the increased 
outreach activities by the four National Museums. In short, the 1972 
National Museum Policy brought a new importance and a new self-image to 
the NMC by adding enormous scope to its national mandate to serve the 
people of Canada and by almost doubling its budget. 


The administrative structure governing the National Museums of Canada 
has changed over the years. Initially, the Act created a Secretary- 
General as chief administrative officer; however, the four Museum 
Directors, as well as the Secretary-General, reported to the Board of 
Trustees. In 1983 the structure was modified so that the Museum Directors 
report to the Board through Secretary-General who was also appointed as 
Vice-Chairman of the Board. 


Other changes to note are the 40% decline since 19/5-/6, in real 
purchasing power of the operating base and the construction of new 
buildings to house the National Gallery of Canada, the National Museum of 
Man, and the National Aviation Museum. Both factors have led to the 
curtailment of many services. Research and outreach activities have been 
particularly affected.2 


3. FEDERAL ROLES IN CULTURE AND HERITAGE 


Fundamental to our thinking is the assumption that the federal 
government has a role to play with regard to Canadian culture, including 
heritage. Further, we assume that it is appropriate for the federal 
government to create agencies which exercise responsibilities or deliver 
services appropriate to that federal role. 


The federal government has guardianship of the unique national 
identity of Canada-? This role requires the interpretation and 
reflection of our pluralistic society, incorporating its multicultural 
mosaic, broad regional differences and diverse economic base. 


The federal government strives for balance among the cultural, 
physical, and economic resources of the country. Through its adherence 
to and application of the democratic principles such as equal access, it 
balances the regional oan ae of resources, language, and private and 
public sector activities. 


To ensure that Canada shares and reflects all aspects of its heritage 
both within the country and abroad, the federal government has a unique 
coordinating responsibility to ae eel both international exchanges and 
inter-provincial relationships. It also has a role in fostering 
standards of excellence, by ensuring that the best and the brightest 
within Canada have an opportunity to share and develop their expertise 
within a national and international context.® As one Board member 
said: 


“The federal role should be to promote the maximization of 
excellence in terms of giving Canadians everywhere access to 
all things Canadian." 


Finally, the federal government has a unique enabling role to create 
legislation for the good of the nation as a whole. In the heritage 
context examples would be: legislation to control the expatriation of 
cultural materials, or legislation to safeguard and share the national 
heritage. 


To summarize, uniquely federal roles are: guardianship of the unique 
national identity; representation of the nation as a whole 
(internationally and inter-provincially); creation of balances through 
exchanges and sharing of resources, expertise, and information; the 
encouragement and promotion of standards; and a regulatory role. 


Heritage is generally considered to be an aspect of culture 
incorporating the products of nature and man as evidence of the cultural, 
historical, natural, and scientific legacy of the nation. As our 
Chairman, the Honourable Gérard Pelletier, once defined it in a memorable 
speech, "Heritage is the nation's collective memory”. 


ae 


Although the federal government has never explicitly stated its 
heritage mission, it has acknowledged its responsibility as guardian of 
the nation's heritage since Confederation took place. Currently, more 
than fifty federal government programmes undertake heritage activities, of 
which the National Museums of Canada is principally concerned with natural 
Specimens and cultural materials. Other heritage activities undertaken by 
federal organizations include management of historical sites, parks, 
heritage buildings and archival material. 


In this regard, the Board of Trustees of the National Museums of 
Canada feels that areas of uniquely federal activity are those which 
relate to the preservation of our national cultural and natural heritage, 
for present and future generations.® This statement means that not 
only should the nationally collected items held in Ottawa be maintained, 
but also that collections or items of national significance held in public 
trust elsewhere in Canada must be preserved. 


In particular, the Board of the National Museums of Canada believes 
that the federal government should be responsible for the care of the 
nation's treasures, including the development, maintenance, preservation, 
and understanding of collections; for sharing the national collections, 
knowledge and expertise; for exchanging ideas and information; and for 
encouraging professionalism across all provincial and international 
boundaries.° 


Further, in order to fulfil its responsibilitiess within this federal 
role, NMC must provide physical and intellectual access to the nation's 
heritage which is held in the public trust in Ottawa. This is achieved 
through the medium of public services in the four National Museums, as 
well as by services that equalize access. Other museums are assisted by 
grants under the Museum Assistance Programmes, in order to provide access 
by Canadians to the heritage of other provinces and nations. Other 
National Programmes, such as the Canadian Heritage Information Network, 
the Mobile Exhibits Programme and the International Programme, also allow 
physical and intellectual access. 


The federal responsibility for encouraging excellence is reflected in 
the custodial and public service activities of the four National Museums 
which all strive to develop and promote adherence to standards within 
their own activities. Such elements of National Programmes as CHIN, MAP, 
and CCI also contribute to the development of standards within the 
Canadian and international museum community. The federal mission is 
further assisted by the creation and support of a network of museums of 
high professional standards across the country. 


With regard to the particular role that the National Museums of 
Canada should play within the context of a defined federal responsibility, 
individual NMC trustees have commented: 
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"The national role and national presence of the NMC defined in the 
Act and 1972 Policy must not be forgotten. For, without those 
nationally focussed objectives, the four Nationals could not fulfill 
their responsibilities to the people for whom the collections are 
maintained - the people of Canada."1! 


"The four Nationals together have a collective ability to enhance 
national profile and contacts, thus enhancing the federal role and 
promoting effective relationships of the federal government to the 
provinces at many levels through many activities."12 


Thus, the Board of Trustees is of the view that the National Museums of 
Canada is a pivotal organization in the achievement of the federal 
government's cultural and heritage responsibilities. 


4: THE MANDATE AND OBJECTIVES OF THE NATIONAL MUSEUMS OF CANADA 


Subsection 5(1) of the National Museums Act of 1968 stated the 
mandate of the NMC as follows: 


The purposes of the Corporation are to demonstrate the 
products of nature and the works of man, with special but 
not exclusive reference to Canada, so as to promote 
interest therein throughout Canada and to disseminate 
knowledge thereof. 


With time, and especially after the Cabinet assigned to the NMC the 
responsibility for administering the National Museum Policy, this 
Statement required revision. Consequently, in 1985 the Board of Trustees 
adopted a revised mandate statement and new objectives consistent with the 
Act, but also including the enhanced national service and support roles 
given to the nc. 13 


1985 Mandate Statement 


To demonstrate, and to assist others to demonstrate, the 
products of nature and culture, with particular but not 
exclusive reference to Canada, so as to increase interest in 
and to disseminate knowledge of Canada's natural and cultural 
legacy for the enrichment of present and future generations. 


1985 Objectives 


- To collect, record, preserve and understand and to assist 
others to collect, record, preserve and understand the 
national heritage by developing, researching and maintaining 
collections of objects and information. 


- To communicate and to assist others to communicate knowledge 
of the national heritage by making the objects themselves 
accessible and by interpreting them to Canadians and to 
people around the world. 


- To obtain and manage the resources necessary to ensure that 
the collections are preserved and the mission and objectives 
of the Corporation are attained. 


These statements serve as a framework for all NMC activities and 
indicate the balance of functions appropriate to institutions with a 
national role.!4 For example, custodial activities form the core of 
museum operations; public service activities provide access to this 
central core; support to other museums is maintained through loans of 
artifacts, grants, travelling exhibitions and technical advice. 


5. THE CURRENT ACTIVITIES OF THE NATIONAL MUSEUMS OF CANADA 
5.1 The National Scope of NMC Activities 


Like all museums, in serving the public the National Museums of 
Canada undertakes both custodial and interpretive activities. However, 
the mandate of the NMC is such that it has responsibilities beyond that of 
other museums. The NMC collection, as a national reference collection, 
must be representative of all geographical areas and time periods of 
significance to Canada. Its public services must reach equitably across 
Canada and provide products for all audiences. 


Further, more so than most other museums, the NMC supports other 
museums and museum associations through loans, grants, travelling 
exhibitions, and technical advice and support. These activities do much 
to enlarge the interaction of museum professionals from one end of Canada 
to the other. 


As one Board member said: 


“Any NMC service provided should be consistent with its national 
role; that is, services which no other organization could 
provide for the country as a whole” .19 


The range of custodial, public service, and support activities which 
NMC undertakes in fulfillment of its mandate and objectives are described 
below. Also mentioned are successes and areas where further development 
can occur for achievement of NMC's full potential. The expenditures by 
activity and for each organizational component of NMC are given in 
Appendix I. 


Se2 Custodial Activities 


The custodial activities are collections development, collections 
management, conservation and research. These activities are carried out 
by the four National Museums, each of which holds in trust parts of the 
collection; by two elements of National Programmes, the Canadian 
Conservation Institute and the Canadian Heritage Information Network; and 
by library and security operations within Corporate Services. Without 
these activities, the NMC by definition could not be a "museum". 


The collections development activity comprises the acquisition and 
deaccessioning of objects and specimens which are representative of, and 
significant to Canada's natural and cultural heritage. 


The National Gallery has collected more than 40,000 works of art 
in various media: painting, sculpture, decorative art, printing, drawing, 
photography, video and film. Its collection of historical and 


contemporary Canadian art is the largest and most comprehensive in the 
world. 
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The National Museum of Man has over three million artifacts in five 
broad areas -- archaeology, ethnology, history, military history, “and folk 
culture. The objects collected reflect the regional and multicultural 


nature of Canadian society. Significant examples are the Northwest Coast 
Indian and Inuit collections. 


The National Museum of Natural Sciences collects biological and 
geological material. This material forms the national scientific 
reference collection of flora, fauna and geology. Most of it is Canadian, 
but included are other objects which may aid in understanding the 
development of Canada's natural history. There is now a total of five 
million specimens or specimen lots, among which are found nationally 
significant collections of arctic plants, paleobiological remains 
(particularly dinosaurs), amphipods, and important mineral specimens. 


The National Museum of Science and Technology collects objects that 
illustrate Canadian developments in the physical sciences (physics, 
chemistry, mathematics, astronomy and medicine), in resource industries 
(agriculture, forestry, fisheries and mining), and in engineering and 
technology. Also collected are objects from other countries which aid in 
understanding Canadian developments. More than 55,000 objects have been 
collected, and some 55,000 photographs. 


The collections management activities comprise the basic care and 
handling functions of registration, storage and movement of objects, which 
are facilitated by object documentation systems. These systems are 
critical for ensuring that the objects and data are accessible for use in 
other NMC activities, for loans, and for use by others outside the NMC, 
such as researchers. Technological support and advice is available to the 
four National Museums from the Canadian Heritage Information Network for 
the transfer of their records to machine accessible formats. 


The conservation activity of the four National Museums ensures the 
continued existence of the objects collected. It maintains the physical 
condition and appearance of objects for displays, and increases the number 
of works available for loan. 


Conservation laboratories and workshops are maintained by the 
National Gallery, the National Museum of Man and the National Museum of 
Science and Technology. The staff in these facilities do conservation 
work on those objects in their collections. In addition, they advise 
other staff of the Museum, and in some cases the public, on environmental 
conditions appropriate to the stabilisation of the objects, on storage, 
packaging and transportation requirements, and on display and treatment 
methods. They also examine and make recommendations about objects being 
considered for loan or acquisition. 


With respect to biological specimens, deterioration can only be 
prevented if conservation measures are applied immediately on removal from 
their natural habitat. Thus, at the National Museum of Natural Sciences 
the curatorial divisions take responsibility for conservation. 
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The four National Museums benefit enormously from the presence of the 
Canadian Conservation Institute within the Corporation. They can readily 
call upon the specialist and analytical services of the CCI and can 
consult directly with respect to conservation processes and environmental 
control. 


Research activities are an essential and integral part of all other 
museum activities. The orderly development of the collection requires not 
only the evaluation of objects for authenticity and history but also a 
general theoretical framework to inform selection. For instance, new 
knowledge often points to hitherto neglected areas of collection. In 
addition, objects must be precisely positioned in relation to other 
similar objects, e-g. in a species or biological classification, culture 
group, technology, or artist's work. 


All this research underlies the development of exhibitions and other 
programmes of interest to all the various publics served by the museum. 
Interpretive research takes place when a specific exhibition or public 
programming activity is being organized. 


Various elements of Corporate Services also conduct research into 
other museological functions. Planning and Management Services undertakes 
research as a basis for planning and policy development. Architectural 
Services researches the structural and functional aspects of museum 
buildings. Security Services conducts research on security systems and 
measures. Also, the Directorates of Audit and Evaluation of Corporate 
Management research program efficiency and effectiveness. 


Together the four activities of collections development, collections 
Management, conservation and research define the character of each 
National Museum. They provide the basis for the public service and 
Support roles of the NMC and have resulted in hundreds of exhibitions, 
publications, international and Canadian conferences, lecture series and 
international and Canadian exchanges. 


Nevertheless, there are problem areas impeding the custodial 
activities of physical access to the national collection. Safe storage 
and preservation measures have been paramount issues for NMC. To some 
extent these will be solved through new accommodation to safeguard the 
collection. 


The accommodation problem is however compounded by other 
difficulties. Examples are the backlog of converting from manual to 
machine readable records, and stabilization of the collections to prevent 
further deterioration. 


Access to existing research findings is impeded by cutbacks in 
publication, inadequate distribution mechanisms and the need to generate 
revenues. But perhaps more importantly, new research using the 
comprehensive national collections to advance knowledge in various 
disciplinary fields has been reduced because of resource cuts (both human 
and financial) and the demands placed by new accommodation. 16 


The acquisitions budgets of the National Museums, if not spent in the 
year of appropriation by Parliament or in the two following years, revert 
to the Consolidated Revenue Fund. Consequently, long term acquisition 
strategies are impeded. In some cases ability of the NMC to acquire 
nationally significant material is compromised. 


5-3 Public Service Activities 


The outreach activities and Ottawa facilities of the four National 
Museums and elements of the National Programmes give physical and 
intellectual access to the national collection and the knowledge 
associated with it. A wide range of national and international audiences 
is served through permanent exhibitions, special events, educational 
publications and programmes, as well as boutiques and promotional 
activities. Over the last seven years over 1.6 million residents and 
tourists have visited the National Museums annually. During the winter 
months more local residents than tourists use the Museums. But in summer, 
approximately three out of every four visitors come from outside the 
National Capital Region. (See Appendix ITI) 


Although the volume of communication activity has reduced in recent 
years because of the impact of new accommodation and resource constraints, 
there is still substantial activity. For instance, in the last two years 
the National Museums have prepared over 80 temporary, permanent, and 
special exhibitions. Numerous exhibitions from other museums were also 
received. 


The programmes and educational publications, such as the “Stargazer” 
column in many Canadian newspapers, are designed for consumption by school 
groups as well as adult and general audiences. In the last three years, 
educational tours, guided by bilingual staff and volunteer docents at all 
museum locations, have reached over 260,000 school children. 


Special events, such as the NMNS "Dinosaur Extravaganza” and other 
games, theatre and cultural events are well attended. They have had 
substantial impact on the promotion of interest in the national 
collections. 


Specialist audiences are served by research and library facilities in 
each National Museum and the NMC Library, and by publication in scholarly 
and scientific monographs and journals. Scholars and students from 
universities and other museums consider the NMC curatorial staff, NMC 
collections and the collections documentation to be essential resources. 


Experts in all of the components of the NMC (museums, national 
programmes and museum services) reply to thousands of verbal and written 
enquiries and offer public clinics and lectures. Popular print 
publications based on scholarly and scientific research and exhibition 
catalogues also serve to disseminate specialist knowledge to wider 
audiences. Numerous requests are received from the public for specialist 
assessment of artifacts and specimens. 


Professional staff are asked to assess the technical feasibility of 
projects, supervise graduate students and edit scholarly journals. They 
also contribute to national and international committees in their 
specialist areas. 


Since 1968 outreach activities to national and international 
audiences outside the National Capital Region have been extensive. 
Examples are travelling exhibitions, edukits, mobile museums (the Dinobus, 
Touring Museum for Toddlers, and three museomobiles), the distribution of 
educational, popular and scientific publications (print, audio-visual and 
electronic), as well as journal contributions and conference papers. 


The travelling exhibitions programme of NMC has increased public 
exposure to the national collections. For example, in the last three years 
of full operations NGC travelling exhibitions were seen by over 800,000 
Canadians. The collections of NMST are demonstrated at air shows and 
parades, to over 100,000 spectators annually. 


The Mobile Exhibits Programme of National Programmes was introduced 
in order to reach out to Canadians living in isolated communities. NMC's 
three Museumobiles, Canada North, Canada West, and Atlantic Canada, have 
welcomed over 3 million visitors, to communicate the geographical, 
historical and cultural diversity of the country. Two thousand small 
centers across Canada, covering all provinces and territories, have 
received the caravans since 1972. The majority of approximately 1000 
visitors a day are school children, primarily from grades four to eight. 


The mobile exhibits programme also provides edukits and undertakes 
outreach activities to home-bound residents in order to stimulate and 
encourage the fullest participation by those who may not otherwise have 
the opportunity to visit a museum institution. 


The effectiveness of NMC public service activities has been 
progressively lessened for many of the same reasons as the custodial 
activities, but with different impacts. 


Areas particularly affected have been outreach programs. Many of NMC 
educational programs that had national impact (edukits, Touring Museum for 
Toddlers, Dinobus) were cancelled because of inadequate resources. 
Consequently, the NMC must now rely on visitors to the National Capital 
Region and distribution of publications. 


However, NMC exhibitions, publications and products have had a 
low profile in Canada. Cutbacks have affected the circulation of 
publications and have impeded provision of an adequate mix of popular, 
educational and scientific publications, (free and for sale). Marketing 
strategies need to be developed to counteract this, and to improve the 
distribution and resourcing of the initial products. 


- 13- 


Physical access to the collections in the short and long term has 
been profoundly affected by the inadequate environmental controls of the 
NMC display facilities. However, even when adequate environmental display 
conditions exist in new housing, there still remains an enormous backlog 
of conservation work to upgrade the most significant items to standards 
suitable for prolonged display. 


To counteract these problems new media that do not require direct 
access to the objects need to be found to make the collections 
accessible. Consequently, the NMC has begun to invest considerable effort 
in productions of videodisks, microfiches, etc. 


5-4 Support Activities 


The relationship between the National Museums of Canada and other 
museums is an important dimension of the Corporation's mandate to serve 
the people of Canada, for whom heritage collections are maintained. 
First, the National Museums of Canada is one of several federal government 
organizations which manage collections on behalf of Canadians. The NMC 
and various other federal agencies often cooperate in joint projects like 
the Red Bay archaeological dig involving NMC and Parks Canada. Some 
collections of other federal agencies are entered into the CHIN 
computerized system. Advice and technical assistance on specific 
conservation or restoration questions involving other federal collections 
are provided by the CCI. 


Second, the NMC, through its responsibility to implement the National 
Museum Policy of 1972, has a principal national role to support 
non-federal museums across the country. Non-federal museums are eligible 
for direct assistance to undertake their own custodial functions and 
public service activities, so that the outreach activities and services 
they provide to the public may be adequately supported. !/ 


The NMC also provides direct information and advice to non-federal 
museums. Information resulting from feasibility or planning studies and 
project reports funded by the Museum Assistance Programmes, as well as 
technical expertise for all museological functions are available. Copies 
of technical bulletins, journals and notes are distributed by CCI, the 
National Museums, and the other National Programmes. 


The NMC lends objects and information from its collection and mounts 
major exhibitions which travel to other museums. Short and long-term 
loans of several hundred items move annually from the national collection 
to other institutions and museums in Canada and abroad. Loan and exhibit 
services from other Canadian institutions, in turn, augment programming of 
the National Museums and are incorporated in the Museumobile exhibits. 


NMNS lends several thousand specimens per year to museums and 
universities for research and extension activities. Also NMNS undertakes 
model making of objects in NMC collections for other museums. 
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MAP funds were and are provided to other museums to permit 
inter-regional exchanges of all types.18 Since,.1972, NMC has 
provided over $9 million to Canadian museums for specific exhibition 
production projects. The majority of grants supported travelling 
exhibitions, primarily for national tours, and therefore had a broad 
impact. For example, MAP grants were awarded to 25 institutions in 
1984-85, but there were 90 Canadian institutions which received at least 
one of these circulating exhibitions. Furthermore, since 19/5 the 
International Programme of NMC has facilitated the circulation of over 120 
international exhibitions across Canada. 


In order that smaller communities might have the capacity to receive 
exhibitions and to interpret them through ancilliary programming, the NMC 
supported the establishment of twenty-three National Exhibition Centres. 
These Centres also receive support from the provinces, municipalities and 
the private sector. Approximately 500,000 Canadians visit them annually. 


Exchanges between museums across the country are encouraged through 
activities of the four National Museums and National Programmes. These 
exchanges are critical to the achievement of the national dimension of the 
Corporation's support role.!9 


MAP grants, in conjunction with CCI and CHIN advice, finance 
planning studies related to upgrading facilities, assessing conservation 
needs, and improving collections management for museums with collections 
of national significance29 to the levels required for participation in 
exchanges among Canadian museums. NMC support for training and upgrading 
of professional skills is coordinated and provided directly through 
internships (CCI and the Museums), regular user workshops (CHIN), and 
funding for university and museum association courses (MAP). 


The Canadian Conservation Institute provides conservation services, 
training and research at a level which could only be possible if the 
“market” for conservation services were the whole country. Almost 11,000 
objects have been treated by CCI for 500 institutions across Canada, with 
an additional 3,500 treatments provided by CCI Mobile Laboratory visits. 
Condition surveys have been completed on 300 collections since 1972. The 
international market for CCI research results and technology is also 
sia cuary ak and it is a specific area of success for National 
Museums. 2 


The Canadian Heritage Information Network was established to document 
the heritage objects held by museums across Canada. With the close 
cooperation of participating museums, MAP complementary programming, and 
CHIN's technological expertise, CHIN has helped improve records management 
techniques of Canadian museums and has given Canada a unique bilingual 
computerized system and at the same time created an international 
reputation for leadership in the field.23 


The collective impact of all these services has been considerable. 
Their success would be limited if the scope of their operation were 
regional, if indeed they could ever be established on a regional basis. 
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Consequently, they were logical and essential services for the federal 
oe to assume and should continue to be developed for the same 
reason. 


The 1972 National Museum Policy has been generally successful in 
promoting a stronger museum network. In part because of its activities, 
Canadian museums now have a much greater sense of community2? and of 
the issues facing them, as evidenced by the discussions of participants at 
the nationally organized “Search Conferences" sponsored by the NMC. 


However, as with any major programme, the National Museum Policy 
requires adjustment over time. Two major problems have emerged. First, 
the resources allocated to it have hardly changed since 1972. 
Consequently, the demands for support made by a growing and more 
sophisticated client base have progressively outstripped the available 
resources. Second, although programmes have evolved over the last 
fourteen years, they require further refinement to respond to the changing 
environment. 


For these and other reasons the NMC has launched a major review of 
the National Museum Policy. This review will almost certainly suggest 
changes, perhaps major ones. It should lead to serious programme 
evaluation and development, dealing with issues such as the criteria for 
grants, conservation and collections management concerns, professional 
development, support of national service organizations and the 
establishment of priorities. As services are provided to other 
institutions by all elements of the National Museums of Canada, all 
elements will be affected by any changes in the overall federal policy. 


This review will of necessity be a long process. The users of the 
services and the provinces must be consulted at every step. The issues 
are complex; much detail must be absorbed. Simplistic solutions must be 
avoided. But the Corporation is confident that the successes of the 
National Museums Act and the National Museum Policy can be built on and 
their weaknesses rectified.2/ We expect that this exercise will 
result in the strengthening of NMC's support role, which will continue to 
be a key element in the heritage activities of the federal 
government .28 


Sensitivity to provincial relations has and continues to be a major 
concern to the Corporation. For example, in the last year NMC has 
conducted two rounds of consultations with provinces and territories to 
discuss proposals leading to a revised Policy. Provincial views are 
brought into the day-to-day activities of NMC grant applications, 
conservation review committees, and Museumobile scheduling. Nevertheless, 
the need to cooperate closely with the provinces and territories does not 
negate unique federal responsibilities for the national heritage.29 


6. REALIZATION OF THE POTENTIAL OF THE NMC 


The goal to which the National Museums of Canada as an institution 
aspires is contained in its mission statement: 


To encourage the development of the best national museological system 
in the world. (Adopted by the Board of Trustees, 1985) 


All activities of the NMC - custodial, public service and support to 
other museums - reflect this aspiration, in the four National Museums as 
well as National Programmes, Corporate Services, and Corporate Management. 
However, this outward-looking mission cannot be achieved by the NMC in 
isolation. Instead, we must look to our role as an element within the 
wider pan-Canadian museological system. 


When we review our collective experience over the past eighteen 
years, specific successes as well as numerous shortcomings of NMC 
programmes, activities, and relationships with other museums and agencies 
can be recognized. Periodic review of an organization's effectiveness is 
a positive exercise that can lead to altered emphases and improved 
management practices. As the majority of the Board of the NMC would argue 
that the experiences of the last eighteen years - despite its negative as 
well as positive aspects - serve to affirm that the basic concept of 
establishing a Crown corporation for the defined purpose of enacting a 
federal heritage responsibility was sound; and that the concept remains 
applicable.29 


In order to realize NMC's full potential for the future, we must 
build upon the successes of the past and learn from its failures, and we 
must examine other areas in which NMC could make a significant 
contribution.3! In the long run the National Museums of Canada and 
the Canadian museum community should work together towards common purposes 
while recognizing and supporting individual contributions to the whole. 
The NMC must be a partner within the Canadian museum community; 32 we 
must serve as enablers, not as a self-defined elite. 


NMC's initiative of sponsoring and coordinating the 1985 
“Consultations” with the museum community should be followed up to ensure 
that the NMC remains relevant and useful to its clients - the public, 
researchers, other museums, governments, the private sector, etc. Only by 
such sensitivity and responsiveness can the NMC hope to achieve its 
mission. 


Activities which the NMC could strengthen in order to realize its 
full potential fall into all of its areas of responsibility. However, the 
heaviest emphasis is on preservation and research, outreach programs and 
support to others. 


Looking to the custodial base of our operations, the issue of safe 
housing for all of the national collections (not just the National Gallery 
of Canada, the National Museum of Man and the National Aviation Museum) 
needs to be retained as a future priority. In addition, we must address 
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the issue of consolidation of the collection in each collection 
development area. The backlog of entry of collection records needs to be 


corrected so that access to the national collections can occur more 
readily. 


Research activities need a more sound resource base within NMC.33 
We must broaden our scope and interaction with the research community, 
perhaps through the designation of associate curators from other 
institutions (universities and museums). 


In examining traditional custodial areas, the NMC cannot only look 
inwards. The question of the designation and support for other 
collections of national significance must be re-examined, along with the 
issue of decentralized collections. We must look to vehicles for national 
exchange, and the National Exhibition Centres might well be reconsidered 
in this context. 


Designation of collections and items of national significance could 
enhance the federal custodial role in preserving and maintaining access to 
the nation's heritage across the country.2 As was intended by the 
now-suspended Specialized Museums Programme, museums could be encouraged 
outside of Ottawa where nationally representative collections are based, 
in such subjects as (for example) railways, marine history, 
telecommunications, agriculture, toys, caricatures, etc. 


While favouring this development of collections of national 
significance, the Board of Trustees believes that controlled growth should 
be encouraged in clearly targetted programmes. For example, criteria 
which might be applied would include: encouraging the evolution of museum 
institutions across the country which have the capacity to grow; fostering 
standards of excellence in museological and administrative activities; 
and/or benefiting as wide an audience as possible.2 


Within the public service area, the four National Museums in 
particular need to rebuild their outreach programmes. The activities of 
travelling exhibitions, museumobiles, films, video tapes and the 
distribution and marketing of publications all must be reinstated or 
developed further.? 


Other avenues to strengthen NMC's outreach activities are through 
instituting regular market research activities that determine audience 
needs and interests as well as track the successes of distributed 
programs. National promotional strategies could further assist, and 
support other institutions as well as NMC. Representation of heritage 
institutions could be coordinated for international conferences, and 
national “travel packages" developed for sale to the tourism industry. 


Travelling exhibitions and other outreach programmes bring Canadians 
into contact with the cultures of other regions. Without these outreach 
activities, NMC cannot fulfill a national role. Yet in order to realize 
these outreach activities, NMC must function within a dynamic Canadian 


museum community. On reflection, perhaps the most exciting potential for 


NMC lies in the area of support to other institutions. This can also be 
the most contentious of areas, but it is here that NMC can play a valuable 
catalytic and supportive role. 


In defining NMC's potential role with respect to non-federal museums, 
several aspects are important. A major consideration is the continued 
necessity to involve the provinces in the formulation of policy and 
programme development relating to museums.3/ As an example, the 
existing programme of support to Associate Museums is not particularly 
well regarded by either the recipients or the nMc. 38 However, 
resolution of this problem would appear to lie within the realm of 
federal-provincial negotiations. Contractual arrangements (as proposed in 
NMC's 1978 policy document on the Associate Museums) might be a solution, 
provided that the professional interests of the museums were safeguarded 
and that the arrangements were seen to be in the national interest. 


Another form of support that NMC is uniquely able to facilitate lies 
in the promotion of career development in Canadian museums. International 
and national exchanges of personnel could be encouraged, through (for 
example) internships and temporary assignments. A programme of support 
would enable exchanges between the NMC and other museums, or would support 
museum—to-museum exchanges outside the NMC. 39 


Similarly, the NMC could continue to work with and support Canadian 
museum associations and related educational institutions?9 to develop 
a national museological curriculum; to encourage the establishment of a 
National Museological Institute; to provide greater support and expertise 
to seminars and workshops across Canada. All aspects of museological 
research development and distribution could be developed, in association 
with existing museological training programs. 


The Canadian Heritage Information Network already provides a national 
network for the exchange of collections based information. This existing 
base could be enhanced through the expansion and exchange of NMC data 
bases. For example, visitor research data bases could be made 
accessible, 4! and national marketing and heritage survey data bases 
could be developed. Further, computer services could be enhanced to 
develop software that goes beyond collections management into other areas 
such as museum financial management, visitor data base establishment, 
etc. 


A further area of development lies in the recognition and enhancement 
of all NMC support services. For example, the diverse activities 
undertaken by the four National Museums -- often on a curator-to-curator 
basis -- are little known. Beyond the well-known support provided by 
National Programmes, expertise exists in such varied NMC services as the 
Library (which assists museological research across the country), Fleet 
Services (which transports artifacts and exhibitions across Canada), 
Architectural Services, Security Services, and many others. These 
existing consultative services in all NMC activities could be expanded, 
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formalized, and coordinated to ensure that NMC resources were used 


effectively and efficiently, and that the Canadian museum community could 
obtain service easily. 


The promotion of excellence through supporting grants and technical 
advice are essential NMC activites, so that potential areas for the future 
refinement of National Programmes should also be considered. For 
instance, grant programs of MAP and activities of CHIN should be expanded 
and made more commensurate with the needs of the museum byctiner este 
MAP grants could perhaps be strengthened by the addition of the programmes 
from Canada Council and the Department of Communications Cultural 
Initiatives Programs which serve many of the same constituencies as NMC. 
The benefits would be clear: a single entity could be identified as the 
granting source; it could further be closely connected with the technical 
and professional expertise of the four National Museums; overall, a more 
professional atmosphere would result. 


Finally, this support role must also look closer to home. The 
National Museums of Canada is one of several federal government 
organizations which manage collections on behalf of Canadians. As we 
recommended in the NMC Response to Applebaum-Hébert (1984), the 
relationship between NMC and other federal museums and collections should 
be re-examined to encourage a strong advisory role for NMC on curatorial 
and conservation matters. Doing so would not only respect and encourage 
the expertise of professional staff who are responsible for specialized 
collections such as the RCMP Museum, Bank of Canada Museum, Canadian 
Postal Museum, and the entymological collection of the Department of 
Agriculture. It would further promote a broader base of support for 
heritage preservation and interpretation by those government oo pan nee 
for whom the collections are an essential part of the mandate.4 In 
addition, legislation should be enacted to ensure consultation with NMC 
before any federal collections are deaccessioned. 


In conclusion, the Board of Trustees feels strongly that the Canadian 
museum community and the Canadian public in general could be better served 
by the realization of the full potential of the National Museums of 
Canada. 
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7. CURRENT CONSTRAINTS UPON THE NATIONAL MUSEUMS OF CANADA 


While striving to fulfil its mandate and provide Canadians with the 
museum service to which they are entitled, the National Museums of Canada 
at present faces a series of constraints. Other members of the musuem 
community unfamiliar with the requirements of federal government 
operations can only observe that NMC appears “mired in bureaucracy”. 


The NMC must be accountable to Parliament. Further, as a small 
component of a very large operational entity - the federal government —- 
NMC should expect to have to function in a more complex administrative 
environment than that of other museums. However, it appears to the Board 
of Trustees that the administrative constraints within which NMC now has 
to operate are excessive and contrary to sound management of the 
Corporation. 


Below are cited only a few examples which result from the application 
to the NMC of the Financial Administration Act, the Public Service 
Employment Act, and other government regulations: 


Any revenues resulting from other than the sale of goods (e-g., 
publications) must be forwarded to the Consolidated Revenue Fund 
rather than received by NMC. 


- Any funds unused at the end of the fiscal year (including any 
unspent revenues from publications) lapse. Any acquisitions funds 
lapse if unspent in two years, which makes planning for major 
acquisitions impossible. 


- In hiring professional staff, preference must be given to 
candidates from within the public service. 


- Person-years (that is, the number of employees, either full or 
part-time) are strictly controlled. Therefore, more expensive 
contractual arrangements must be used in preference to hiring 
employees for the duration of specific projects, and it is easier 
to hire one employee at a higher salary rather than two 
individuals at lower salaries. 


- The NMC must use the government monopolies of the Department of 
Supply and Services and Public Works Canada, thereby incurring 
compulsory administrative surcharges (which can be as high as 202) 
as well as losing the ability to save by purchasing non-standard 
goods and services directly from suppliers. In addition, this 
requirement causes significant delays and severely inhibits 
managerial discretion as to selecting the most competent (as 
opposed to the cheapest) bid. 


The cumulative effect of these administrative constraints is that at 
present NMC cannot make most effective use of its resources. As the NMC 
has pointed out in its submission to the Task Force on Funding of the Arts 
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in Canada, in a relatively small agency like the National Museums of 
Canada the costs of bureaucratic constraints have a proportionately higher 
negative impact than in larger government departments, because a small 
agency must cover all of the functions required of a larger agency but 
cannot achieve returns to scale. The Board of Trustees therefore strongly 
Supports the recommendation of the Nielsen Study Team on Culture and 
Communications that “the government should attempt to take as much of the 
bureaucracy from the back of its small agencies as possible...."46 


A second major constraint is that our resource base is not sufficient 
to fulfil our mandate or to meet existing needs.4/ Since L975=76}. the 
appropriations base of NMC has grown by less than 60%, while the rate of 
inflation for a similar period has exceeded 100%. In this regard, the 
National Museums of Canada has fared badly compared to other federal 
cultural agencies, whose growth in allocations was more commensurate with 
the growth of their responsibilities (See Appendix II). 


With the pressures created by the new accommodations, this problem is 
especially acute now. The NMC Vital Core Study and the NMC Task Force on 
the Internal Reallocation of Resources estimated the need for some 575 
person-years and an addition of $33 million to the operating base for the 
NMC to accomplish even the minimum level of service required by its 
mandate. 


The shrinking of the resource base has coincided with a recognition 
of the totally unacceptable state of preservation of the nation's 
collections, which was dramatically outlined in the Auditor-General's 
report of 1980-81. Therefore, over the past decade there has been a shift 
in institutional priorities from outreach activities to care of 
collections. The announcement of major new facilities to house the 
National Gallery of Canada, the National Museum of Man, and the National 
Aviation Museum has caused further extensive reallocations to meet the 
needs of planning, preparing collections, and developing exhibitions for 
the new facilities. 


At present, the NMC has no guarantee that it will receive a 
sufficient increase in the operating base to enable it to occupy the new 
facilities, nor is there certainty that the equally pressing accommodation 
needs for the National Museum of Natural Sciences, the Canadian War 
Museum, and the National Museum of Science and Technology will be 
resolved. Contrasted with these needs is our commitment to reinstitute a 
balance with regard to our public service. The current curtailment of 
national and international outreach activities is not acceptable to the 
Board of Trustees as a long-term solution. 


The NMC is willing to redress the shortfall between responsibilities 
and resources by examining such strategies as: 


Review of current collecting activities in the light of Board 


priorities. 


- Obtaining better information for decision-making through such 
means as market surveys. 


- Cooperative endeavours and coordination of activities within NMC, 
and 


- Redeployment of person-years within the Corporation. 
However, in the long term the only solution is an increase in 


resources sufficient to meet NMC's scope of responsibilities as defined by 
the federal government. 
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8. STRUCTURE OF THE ORGANIZATION AND POTENTIAL IMPROVEMENTS 
Se Ee MIEN LAL LIE ROVENENTO 


8.1 The Issue and Its Elements 


Under the general heading of "structure" there is one overriding 
issue: how best to deliver the museum services which the NMC now 
delivers or would like to deliver. There are four elements to this 
issue: 


a) the relationship between the organization (or organizations) 
delivering the programs and the government of the day; 


b) one organization, two or several; 
c) the structure within the board(s) and organization(s); and 
d) composition of the board or boards. 
These four elements are now discussed in turn. 
8.2 Relationship with the Government of the Day 


In the discussion of the relationship with the government of the day, 
use of the words organization, corporation or board in the singular does 
not preclude the possibility of more than one. The question of how many 
is discussed in subsection 8.3. 


There are four major options: 
a) Departmental Corporation 


The National Museums of Canada is a now a departmental Crown 
corporation, with a Board of Trustees reporting to Parliament 
through the Minister of Communications. The government appoints 
the members of the Board, the Secretary-General and the Directors 
of the four National Museums. 


However, the Board is subject to a number of other Acts besides 
the National Museums Act, in particular the Financial 
Administration Act and the Public Service Employment Act. These 
Acts circumscribe the powers of the Board and impose a number of 
constraints on the NMC. These constraints were discussed in 


section 7 above. 
b) Department of Government 


All the parts of the NMC would become a department of government 
or would be distributed among more than one. There would be a 
direct line relationship between the organization and the 
Minister. Instead of a board or boards there could be advisory 
committees. All the constraints mentioned above would apply. 
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Heritage activities which are a government department or part of 
one include the National Library, the Public Archives of Canada 
and Parks Canada. 


c) Corporation with Virtually Complete Autonomy 


Parliament would provide the funds, but all policies, plans and 
budgetary allocations would be made by the board with minimal 
involvement of elected officials. The Canada Council and the 
National Arts Centre Corporation are examples of federal cultural 
agencies operating this way. 


d) Corporation with the Arm's Length Relationship Recommended by the 
Nielsen Study Team 


This option is the one proposed by the Study Team on Culture and 
Communications of the Nielsen Task Force. It is based on three 
premises. 


First, the historical reasons for using the corporate structure 
to manage cultural activities undertaken as public policy by the 
government still stand. Where largely subjective decisions of an 
aesthetic, artistic, cultural, professional, subventionary or 
journalistic nature are to be made, the activities are best 
managed under the direction of a board acting at arm's length 
from the government of the day. 


Second, since the bulk of the funds for the cultural agencies are 
provided by Parliament, not only the boards but also elected 
officials must have a key role in setting the mandates and broad 
Strategic policies and plans of the agencies and in satisfying 
themselves as to the effectiveness of the results achieved. 


Thus, there must be a process established whereby both the 
Minister and the board can collaborate in the development of 
corporate strategies and performance criteria. Consultations 
between the Minister, the board and the communities served would 
serve to acquaint each other of their respective concerns. With 
proper exchange of information, performance expectations need not 
outstrip the resources allocated by Parliament. 


Third, the board must have complete operational flexibility, free 
from overriding control of the Minister and the central agencies. 
It would be exempt from any power of direction. It would appoint 
the chief executive officer. The power of the government to 
control the by-laws and capital and operating budgets would be 
limited. All of the constraints mentioned in section 7 above 
would be removed. 


Of the options, (a) and (b) are not favored because of the con- 
straints mentioned in section 7. Further, in a department of government 
[option (b)], political considerations would likely influence what should 
be professional decisions, particularly those relating to grants. 
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While a number of board members felt that option (c) would be the 
ideal solution, most felt that option (d) - the arm's length relationship 
recommended by the Nielsen Study Team - offers the best chance to allow an 
organization like the NMC to reach its full potential. They accept the 
necessity for a greater involvement of the Minister in setting mandates, 
strategic policies and plans and performance criteria.49 


The comments of individual board members indicate their reasons for 
this preference: 


- “Museums are publicly funded and so have to be accountable to the 
elected representatives." 


- “It provides a mechanism for negotiating policy directions.” 


- "If the Minister has a role in policy formulation, then he or she 
will be in a better position to support the organization at the 
political level.” 


- "There is a long history of benefits derived from the arm's length 
relationship.” 


- "It is a reasonable solution from the point of view of both the 
government and the museums ."29 


In this connection, most of the Board members would agree with the 
following conclusion of the Nielsen Study Team, on page 72 of the Report: 


Generally, the study team found that previous governments had 
treated their cultural agencies with a combination of benign 
neglect strategically and zealous attention operationally. In 
its opinion, a prescription leading to the exact opposite 
condition would result in healthier cultural agencies, a 
healthier relationship between the agencies and the Minister 
responsible for cultural policy and more effective accomplishment 
of the government's cultural objectives. 


A majority of NMC Board members also advanced one other argument for 
an arm's length relationship. The government is expecting some cultural 
agencies to diversify their funding bases by undertaking a variety of 
revenue generating activities and by seeking donations and sponsorship 
from the private sector. A position which is supported in principle by 
the Board.?! 


However, to realize the potential from revenue generating activities, 
the constraints mentioned in section 7 must be removed. The NMC dealt 
with this matter extensively in its presentation to the Bovey Task Force 
on Funding the Arts in Canada, called Funding for Canada's Museums. 


Thus, we would propose that the role of the board of a cultural 
agency like the NMC would consist of the following basic functions: 


- 26 - 


a) together with the responsible Minister, to determine the 
strategic plans and performance criteria necessary to fulfillment 
of the mandate of the organization; 


b) to acquire resources for the organization sufficient to implement 
the agreed strategic plans, whether from Parliament, from earned 
revenues or from donations; 


c) to determine the operational policies and plans to implement the 
strategic plans and to provide for the management of the 
resources acquired for the purpose; 


d) to evaluate results by the agreed performance criteria and to 
report on these results to the Minister and to Parliament; 


e) to serve as a link between the organization, its various 
clienteles and the public; and 


f) to direct the activities of the chief executive officer. 24 


In conclusion, for cultural agencies performing functions analogous 
to those now undertaken by the NMC, the Board of Trustees recommends the 
arm's length relationship proposed by the Nielsen Study Team with two 
conditions: 


a) if procedures acceptable to all parties for joint determination 
by the Minister and the board of strategic policies and plans and 
of performance criteria can be created; and 


b) if there is no longer any involvement of the Minister and the 
central see in the operations of these cultural 
agencies. 3 


Implementation of this arm's length relationship will require 
legislation to exempt cultural agencies from the constraints imposed by 
the Financial Administration Act and the Public Service Employment Act. 
The Applebaum-Hébert Committee, on page 34 of their Report, proposed that 
the status of federal cultural agencies be defined in a new Cultural 
Agencies Act. However, if the government is not prepared to initiate 
omnibus legislation for all of the cultural agencies, then the appropriate 
changes for the NMC can be made by amendment to the National Museums Act. 


8.3 One Organization, Two or Several 


The next structural question is whether the activities of the 
National Museums of Canada can most efficiently and effectively be carried 
out by one organization having the arm's length relationship with the 
Minister favored above or by two or more independent organizations. The 
question whether there should be a number of boards under an umbrella 
board is discussed in subsection 8.4. 
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Six major structural options appear to have been Suggested to the 
Task Force: 


a) 


b) 


c) 


d) 


f) 


One organization -- the current arrangement. 


Two organizations -- one to manage the four National Museums and 
the other, perhaps to be called the Canadian Heritage Council, to 
manage National Programmes. Corporate Services would be split 
between the two. This option resembles the one recommended by 
the Applebaum-Hébert Committee in 1982. 


Two organizations -- one to manage the National Gallery, together 
with that part of Corporate Services which serves it, and the 
other to manage the rest of NMC. 


Three organizations -- one to manage the National Gallery, the 
second National Programmes, and the third the remainder of NMC. 
Corporate Services would be split among the three. 


Four organizations, one each to manage the four National Museums. 
Corporate Services and National Programmes would be split among 
the four. 


Five organizations -- one each to manage the four National 
Museums and National Programmes. Corporate Services would be 
split among the five. 


In order to analyse these six options it is necessary to formulate 
performance criteria against which the options may be assessed: 


a) 


b) 


Ability to serve the entire country 


There is now one national mandate. If a national mandate is to 
continue, can it be split and more effectively administered by 
two or more organizations? 


Correction of Imbalances 


Are there imbalances between the four National Museums and 
National Programmes? If so, are the imbalances attributable to 
the fact that the four National Museums and National Programmes 
are in one organization under one board? If so, will separate 
organizations achieve a better balance? 


Conflict of Interest 


Is there any conflict of interest if the same board is 
responsible for managing four National Museums and giving 
financial assistance to others? 
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d) Access to the Minister 


How often should the Minister meet with the board of each agency? 
How often should the Minister meet with the chairperson of each 
one? How often should the chief executive officer of each agency 
meet with the Minister or with the Minister's staff? 


Currently, with ten agencies and a complex department, 

the Minister has time for in-depth discussions on matters of 
mutual concern with each agency only once a year. If the 
Minister is to participate with the board in setting mandates, 
strategic policies and plans and performance criteria, will the 
quality of this participation be better with eleven to fifteen 
agencies instead of ten? 


e) Coordination 


With more than one organization operating in essentially the same 
field, how would their policies and activities be coordinated? 
Would the need to coordinate be the excuse for ministerial or 
central agency involvement in operations? 


f) Dealing with the Central Agencies 


Federal government institutions expend much time and energy 
dealing with central agency bureaucracy, particularly in fighting 
for funds. Will several organizations be better equipped to do 
so than one? 


g) Cost 


More than one organization will increase overhead costs. The 
largest cost increases will result from loss of economies of 
scale. For example, if the four National Museums were to become 
autonomous, aggregate security costs would be some 404 higher. 
(See Appendix III for security cost information.) 


Similar, but not as extensive cost increases will result with the 
devolution of all the other services now provided by Corporate 
Services: finance, personnel, administration, architecture, and 
planning. Another significant factor is that the costs incurred 
for the honoraria and expenses of board members and meetings will 
be greater. 


Are the increased costs of more than one organization justified 
by the benefits? 


Most of the Board of Trustees of the National Museums of Canada 
believe that any possible advantages of more than one organization are 
very much offset by the disadvantages.24 
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More than one organization would not as effectively discharge a 
national mandate. Discharging the national role is the concern of the 


entire National Museums of Canada. To do so effectively requires that all 
elements work closely together. 


Indeed, most board members feel that bringing the museums together 
was the major achievement of the 1968 Act. As a result, a greater sense 


of common purpose was nurtured, with better (but still insufficient) 
national visibility.° 


Any imbalances of any kind which may now exist among the four 
National Museums and National Programmes would not be cured by separation. 
And, there is certainly no argument for making one National Museum 
independent but not the other three. 


There may be an argument for separating National Programmes or the 
granting function because of a possible conflict of interest. In this 
connection the NMC has been compared with the National Research Council 
before the Natural Sciences and Engineering Research Council was separated 
from it. Before that separation it was possible for the NRC board to 
favor research at the NRC laboratories as opposed to financing it 
elsewhere, or vice versa. The possibility was raised that the same 
dilemma could face the NMC Board of Trustees. 


But the resources of the NRC and NSERC, by comparison with those of 
the NMC, were and are huge. In fiscal 1978-79, the first year of the 
separation, the budget of the NRC was $182 million; and the budget of its 
granting arm, NSERC, was $106 million. The budgets for these two agencies 
in fiscal 1986-87 are respectively $398 million and $314 million. 


In fiscal 1986-87 the grants budget for Museum Assistance Programmes 
is $8.3 million; whereas the budget for the rest of the NMC is $68.8 
million. If the budgets of the four National Museums and the budget for 
grants were at levels comparable to those of NRC and NSERC, there would 
indeed be a strong arguments for separate organizations on the grounds of 
possible conflict of interest and relative size. 


National Programmes or the granting function, if separated, could 
be placed in several locations. If they were made a part of larger arm's 
length cultural agency, such as the Canada Council or a new Canadian 
Heritage Council, they would perhaps subject to different priorities. If 
they were assumed by a government department, most likely political 
considerations would prevail over professional ones. 


At the moment, there is an inherent logic in keeping all of National 
Programmes in a museum organization. The NMC understands their 
substantive content, and its day-to-day operations highlight problems and 
indicate trends similar to those faced by the clients of National 


Programmes. 
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Furthermore, with several organizations a conflict of interest situa- 
tion of a different sort would be created. Four independent National 
Museums could find themselves competing for private sector donations, as 
well as duplicating services and collection areas. 


As for access to the Minister, an increased number of organizations 
with a need to collaborate on setting mandates, strategic policies and 
plans and performance criteria, the demands would increase on the time of 
an already busy Minister. 


Most Board members commented on the problems of coordination and of 
dealing with the central agencies if there were more than one 
organization. Several said that coordination would in effect be taken out 
of the hands of the organizations and placed in the hands of the person 
responsible for all of them. In practice, coordination would be 
undertaken by a central agency, most likely the Minister's department, 
rather than the Minister him or herself. 


One Board member cited the possibility that the central agencies 
could play the organizations off against each other. Several mentioned 
that individually several oe eee one could not deal as effectively with 
the central agencies as one. 9 


Finally, there is the matter of cost. With so few resources now 
allocated to museums, it is questionable whether already limited resources 
should be further stretched by spending the additional amounts on 
overhead that would be incurred. (Refer to item (g), page 28) Under the 
circumstances, splitting the NMC into two or more organizations is not 
justified on grounds of cost alone .60 


The NMC Board sees no reason to split the National Museums of Canada 
into two or more organizations. Furthermore, any change in NMC's 
structure must be justified according to performance criteria - similar to 
those above - and must clearly diagnose the problems which are to be cured 
by structural change. 


8.4 The Structure within the NMC Board and Organization 


While there is no justification for splitting the National Museums of 
Canada up, most Board members feel that the internal structure of the 
Board and the organization which reports to it could be improved. Indeed, 
the Board is anxious to improve its own working so that it can more effec- 
fively carry out its own role.6l Doing so will be particularly 
important if a new arm's length relationship with the Minister is 
established whereby the Board will have a crucial role in determining 
strategic plans and performance criteria. 


A number of options have been suggested. 62 One is to create 
under an umbrella board five or six subsidiary boards, one for each 
National Museum, one for National Programmes and possibly one for 
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Corporate Services. Each subsidiary board would have full powers with 
respect to its area of responsibility, including power to make internal 
person-year and budget allocations. However, overall person-year and 
budget allocations would be made by the umbrella Board in accordance with 
the strategic plans developed jointly by the Board and the Minister. 


Several Board members have suggested a number of variations on this 
concept. 


Another possibility is to create functional committees of the Board 
instead of or in addition to committees corresponding to organizational 
units. There could be functional committees for such areas as 
collections, research, public programmes, etc. 


The essential point, however, is to permit the NMC Board to organize 
both itself and the internal structure in order to deal with any problems 
attributable to structure as they arise. 


If the internal structure and organization is enshrined in the 
legislation, the ability to act in response to changing circumstances is 
lost. Consequently, as part of any legislative action to implement the 
proposed arm's length relationship, all legislative provisions impeding 
the freedom of action of the Board with respect to internal NMC structure 
and organization should be removed. 


Sac Composition of the Board 


In view of the crucial role to be played by the Board as described 
above, it must consist of strong, knowledgeable and vitally interested 
members of the public. They must be fully aware of the public trust they 
exercise on behalf of the people of Canada. 


The members should consequently have public or private sector 
managerial or museological expertise, but above all a sense of what 
museums are all about. The composition of the Board must reflect the 
federal responsibility for balance among regions, economic sectors, 
language, sex, and cultures. 


Currently the Board of the NMC has eleven members appointed by the 
Governor in Council, one vacancy and two ex officio members, the Director 
of the Canada Council and the President of the National Research Council. 
Of the appointed members, two are from Atlantic Canada, four from Québec, 
two from Ontario, two from Western Canada and one from the territories. 
Four are francophone and seven anglophone. 


Three members of the current board practice professions traditionally 
related in various ways to museums. One is an art historian and educator. 
The second is a biologist and paleontologist. The third is an 


historian. 
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All the others are have been or are connected with museums in various 
ways- Most have served on the boards of other museums. We would argue 
that this collective experience and commitment makes the Board an 
effective link between the NMC and the public the NMC serves. We are 
certainly prepared to undertake the functions expected of us. 


The Nielsen Task Force Study Team, on page 69 of its Report, stressed 
the crucial role of the board in the arm's length relationship which both 
the Study Team and the NMC Board recommend. Thus the selection of the 
board is very important. The Study Team recommends that the Minister 
should be closely involved in the selection. It would appear that the 
best way to do so is to provide in the National Museums Act that 
appointments to the NMC Board be made by the Governor in Council on the 
recommendation of the Minister. 


The Board recognizes the right of the Minister and government to make 
appointments to it. Nevertheless, there is value in submitting 
periodically to the Minister a list of names of candidates who in the 
opinion of the Board would be suitable. This candidate pool could be 
created through regular reference to the museum community for 
recommendations, as well as through the tapping of other related interest 
groups. The participation of the Board in this way in the selection 
process would serve to reinforce the working relationships which must 
develop between the Minister and the Board if the arm's length 
relationship recommended herein is to work. 


9. 


Trustees of the National Museums of Canada have closely examined the 
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SUMMARY OF RECOMMENDATIONS 


In the preparation of this Brief, the members of the Board of 


issues and the needs facing both the NMC and the Canadian museum 
community. Our response attempts to define what services should be 


delivered to the Canadian public, as well as the optimal structure to 


deliver those services. The recommendations which follow summarize the 


positions taken in the foregoing text. 


l. 


The importance of the National Museums of Canada in discharging the 
heritage responsibilities of the federal government should be 
confirmed. 


The mandate of the National Museums of Canada should be confirmed 


as: 


To 


To demonstrate, and to assist others to demonstrate, the 
products of nature and culture, with particular but not 
exclusive reference to Canada, so as to increase interest 
in and to disseminate knowledge of Canada's natural and 
cultural legacy for the enrichment of present and future 
generations. 


discharge this mandate, the National Museums of Canada must: 


collect, record, preserve and understand and assist others 
to collect, record, preserve and understand the national 
heritage by developing, researching and maintaining 
collections of objects and information. 


communicate and assist others to communicate knowledge of 
the national heritage by making the objects themselves 
accessible and by interpreting them to Canadians and to 
people around the world. 


obtain and manage the resources necessary to ensure that 
the collections are preserved and the mission and 
objectives of the Corporation are attained. 


In order to fulfil the responsibilities inherent in its mandate 
implicit to its national scope, the National Museums of Canada must 
enhance its public services and its support to other museums. 
sustain these operations it must strengthen its custodial 


activities. 


and 


To 


10. 


ll. 


237 = 


Adequate housing for the national collection remains a priority. 
Resources are required for fit-up and occupancy of the three 
buildings under construction -- for the National Gallery, the 
National Museum of Man and the National Aviation Museum. In 
addition, improved accommodation is needed for the National Museum of 
Natural Sciences, the National Museum of Science and Technology and 
the Canadian War Museum. 


The advisory and coordinating role of the National Museums of Canada 
with respect to other federal collections should be clarified. In 
particular, the National Museums of Canada should have the right to 
review proposed deaccessions from other federal collections. 


The NMC should be exempted from the provisions of the Financial 
Administration Act, the Public Service Employment Act and other 
legislation inappropriate to the sound management of a cultural 
agency. 


The National Museums of Canada should have the arm's length 
relationship with the government recommended by the Nielsen Task 
Force Study Team on Culture and Communications. 


The National Museums of Canada should continue under one governing 
authority -- the Board of Trustees. 


The Board of Trustees should be responsible for the internal 
structure of the National Museums of Canada. All legislative 
restraints inhibiting the exercise of this responsibility should be 
removed. 


The Board of Trustees should periodically provide the Minister with a 
list of candidates to be considered for appointment to the NMC Board. 
This list should be compiled with the assistance of the Canadian 
museum community and other special interest groups. 
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10. CONCLUSION 


Eighteen years ago, four federal museums were brought together into 
one organization in order to pursue excellence in their respective areas 
of expertise and to safeguard and share the national heritage. 


In 1972, with the introduction of Canada's first federal museum 
policy, the mandate was expanded with five national programmes to assist 
others to pursue the same goal. 


How well has the National Museums of Canada been able to meet the 
challenges of 1968 and 1972? As has been made explicit in this document, 
the process of adjustment has been difficult. One could hardly have 
expected institutions with the individual histories of our National 
Museums to join together comfortably without a period of adjustment. 
Several difficulties have been enumerated in this document: inadequate 
housing, reduced resources, relationship to the government, etc. Some 
solutions have been found. Others need to be developed. 


Yet, throughout this period of transition, the individual elements 
and the totality of the National Museums of Canada have had a significant 
impact, regionally, nationally and internationally. 


What of the future? The Task Force on the National Museums of Canada 
marks one more step in the evolution of the federal government's role in 
fostering a dynamic museum community in Canada. Eighteen years ago, a 
principal vehicle for that involvement was identified as the National 
Museums of Canada. If our recommendations are followed, we are confident 
that this base can be developed further to ensure a vibrant, inter- 
nationally recognized museological system, in which a special role is 
played by a mature and equally dynamic National Museums of Canada. 


ey <5 
ais tee Ge © MEME 80 inipeumsah we a 
| oboe Si seats _ ao. 


ibs siesth ry 


ed 
. ey one 
7 a n in) 


- - 7 nil eal _ pe@adly ihe = = 
. eh : ar an eel a a 
er | heal ig yi 
i 7 ; -_ : 7 > i i ° 
. om] eh the - 


— e 4 pen, ST AS e prope tog 


ia . shia 
or > 7 


: inte -abt, Oo Da 
Ping Te ie 


' bow, 
7 : ; . ib 
“un @ 7 - . 
» soe! GIly sat 
2eth6 


J afl guy ene ea en 


— 


Force. 


FOOTNOTES 


The footnotes listed below refer to specific questions in the 
Discussion Guide which was circulated to the museum community by the Task 


the relevant question. 
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Appendix | - NMC Resource Data 


1.1 NMC Fiscal Expenditures 1975 - 1986 
|.2 Financial Summary by Activity, Estimates, 1986-87 
1.3 NMC Budget for 1985-86: Distribution of financial 


resources by Planning Element 


Appendix 1.1 


NATIONAL HUSEUNS OF CANADA 
EXPENDITURES BY FISCAL YEAR TH 1975-76 CONSTANT DOLLARS 
($N00"s) 


1975-76 1976-7? 1977-78 1978-79 1979-B0 1980-81 1981-82 1982-B3 1983-B4 1984-85 1985-86 


NATIONAL GALLERY 11,088 9,010 9,375 11,960 10,009 9,072 9,180 8,823 «7,884 = 9,959 10,208 
AUSEUH OF TAH W2,55? 10,163 12,101 13,053 10,98) 9,929 10,104 10,580 11,648 11,669 12,788 
NATURAL SCTENCES 6,831 6,216 = 7,397 7,448 6,924 96,197 6,228 6, 76 = 8,360 ©8068 = «9,374 
SCIENCE AHO TECHNOLOGY 4,205 5,05 4,714 4,844,410 4,097) 4,141 4571 52145471 6,048 
CHIH, 1,886 1,928 1,904 2,165 1,949 1,238 «1,271 «1,459 «1,828 91,549 1,387 
ea. 2,425 2,480 2,448 «2,783 = 2,506 = «1,847 «1,840 = «1,881 = 2,026 §= 1,924 ~=—1, B16 
GRANTS -W.8,P, 6,080 867,609 7,099 7,524 5,613 5,417 4,907 4,525 4,490 4,208 4,072 
GRARTS ~COLLEGE ART ASSOC, 

OF ARERICA 1 1 1 1 1 ] 1 1 J 


TOTAL 44,978 42,900 95,039 99,505 42,493 Si,f49 SUG] SR 414 AZ 95,054 


be-povpandantontenpinkroto fistont arb beta pote probe heobie pete tonne perenne br fet whe pope pet we ponh oben penbenbe poet wel etry oh beaten rarat sate peebe free tertas ter bach otter peepee babe paabe tn ott aher pte penta tanbarbonbord wnbabes beat sober ate tenet iad 


- The data used vas extracted fron the Public Accounts document tabled each year in the House of Commons by Receiver beneral 


- The 1975-76 fiscal year vas used as the base year in converting each fiscal year thereafter into constant dollars relative to 
the base year, 


- Expenditures for Corporate Services and Corporate tanagenent (cosnonly referred to as administration) including that portion 
of Rational Progrannes excluding CHIN, CCI and the Grants progranse were allocated on a percentage of expenditures basis to the 
four fuseuns . 


~ fis well, services provided without charge by Public Yorks Canada for space used by Rational fuseuns yas also allocated to the 
four fiuseusis on a percentage of expenditure basis. 


- Jt should be noted that the allocation of these services provided without charge by Public Works Canada uas completely 


arbitrary. 


- Public works Canada officials prior to 1995-86 were not certain what vas included or excluded fron the figures provided in 


the Public Accounts. 


Financial Planning Division, 09-May-86 
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Financial Summary by Activity ($000) - Estimates 1986-87. 


Estimates 
1986-87 
Revenues 
Credited Wet Forecast For Details 
Expenditures to Vote Expenditures 1985-86 Change See Page 
Corporate Management 2,922 ~ 2,922 1579 1,343 22 
National Gallery of 
Canada 10,382 (520) 9 ,862 10,039 (177) 26 
National Museum 
of Man 12,188 (200) 11,988 11,852 136 34 
National Museum of 
Natural Sciences 8,568 (275) 8,293 8,784 (491) 40 
National Museum of Z, 
Scfence and 
Technology § 877 (105) 5,772 5,295 477 46 
National Programmes 22,011 - 22,011 21,586 425 52 
Corporate Services 16 ,605 (300) 16,305 16 ,233 72 60 
78 ,553 (1,400) 77,153 75,368 12785 
al a Se Sa a 
Person-years 1,073 1,073 - 


Explanation of Change: The major items contributing to the increase 


of $1,785,000 or 2.4% in the 1986-87 requirements over the 1985-86 
forecast are: 


o a decrease in 1986-87 for Tenant Services and 
the Canadian Museum of Contemporary Photography (465,000) 


g a decrease due to carryover of unspent portion 

of 1984-85 budget for acquisition of artifacts 

and works of art (545,000) 
5 a decrease resulting from the purchase of a 


major item of scientific equipment (microprobe) 
in 1985-86 (600,000) 
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Appendix Il - NMC Visitor Attendance Figures 


[1.1 - Annual Attendance (fiscal year) 1979 - 1986 
11.2 - Seasonal Variation in Geographic Origin, 


NMC Visitors , 1979-80 
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Appendix I1.2 


SEASONAL VARIATION IN GEOGRAPHIC ORIGIN , NMC VISITORS, 1979-80. 
BO 01h Lea A a ce Se ne DS 


Geographic Origin In Winter NGC VMMB C WM NMST NAM NMC/ ALL 
National Capital region Gai 57.05 4684 58.0 50.0 56.6 
Out-of-town Siloig 42.2 53.6 41.5 50.0 43.4 
Geographic Origin In Summer NGC VMMB CWM NMST NAM NMC/ALL 
National Capital Region 2265 S200) | Mesa Zonio 21.6 2023 
Out-of-town ibe 67.3 ma 70.2 72.4 iat 
Geographic Origin in Winter NGC VMMB CWM NMST _NAM NMC / ALL 
Ontario 12.4 ZO 1633 1526 Lae 16.7 
Quebec 10.8 emma: Eek iaphce eashane: 15.0 
Other Provinces (SFE) 2.8 Cac 4.9 Ted 5.4 
U.S.A. Jak r20 0 0.9 raped bed 
Other Countries Beal 4.4 Oni) 2a 138 4.4 
Geographic Origin In Summer NGC VMMB CWM NMST NAM NMC/ ALL 
Ontario 24.7 24.2 Soec 2250 baie: Zia 
Quebec ies 18.5 18.7 25.9 LoS 19.4 
Other Provinces tOo7 9.4 14.7 6 iad Te 
UsSeA~ 15.9 9.6 oa ez 11.4 11.0 


Other Countries gel 526 6.8 Ae] es: S29 
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Security Costs for Five Autonomous Organizations 


SECURITY COSTS FOR 


Current Costs 


NMC Security Headquarters 
Security - Administration and 
Operations in all NMC 
components 

TOTAL 

Security Costs in an 


autonomous museum 


Management and Operations 
X 4 museums 


Security costs for an 
autonomous National Programmes 


TOTAL 


* P/Y means person-years 


FIVE AUTONOMOUS ORGANIZATIONS 


P/Y's* Salaries 
($000's) 
16 522 
116 3600 
i332 len 2 
P/Y's* Salaries 
(O00 S$) 
L72 5300 
3 88 
IWS 5388 


Appendix III 


O&M 


($000's) 


ZS) 


1948 


2109 


O&M 


($000's) 


3218%** 


169 


S307 


** Includes security guard contract dollars which vary from component to 
component depending on the building configurations and conditions. 


NOTE that if NAM and CWM were to become completely autonomous, a security 


management structure would also be 


required for these msueums. 


NOTE that costs for new NMM and new NGC have not been incorporated into 


these totals. 


Annex D shows additional costs for security in new buildings. 
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£962 


1984 


1985 


L935 


1986 


1986 
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(incl. Budget des depenses supplementaire) 
REPARTITION DES RESSOURCES FINANCIERES PAR CONSTITUANT 


Musee des sciences 


et de la technologie ~. 


(9.0%) $7.0M 


Musee des sciences 
naturelles 
(44.7%) $44.4M 


pour un total de 77 660 828$ 


Programmes nationaux 
| (27.9%) $24.7M 


services a la 
-— Corpordaun 
| (7.3%) $5.7 


fexcluant les Services aux musees) 
- Services des editions 

~ Services bibliothecaires 

- Services de Ja securite 


Fonds de la Corpora- 
tion 
(2.4%) $4.9M 


; _ Gestion centrale 
(2.2%) $4.7M 


_ Musee des bDeaux-arts 
“du Canada 
(46.5%) $42.8M 


Musee national de ( 


1’ Homme : ' 
(49.9%) $45.5M Note: Les Services aux musees fournis 


par la Corporation ont ete distribues 
au prorata des constituants des Musees 
nationaux. 
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